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T he majority of major organizations in the United States have turned to outsourc-ing and offshoring internal operations as a way to improve organizational performance (Budhwar & Sparrow, 2002; Evan, Pucik, & 
Barsoux, 2002; Panayotopoulou, Bourantas, & Pa-
palexandris, 2003). Information processing and 
call center activities of manufacturing, financial, 
and service organizations have moved offshore to 
Asian and Pacific Rim countries in record numbers. 
India, with its ready source of English-speaking, 
highly educated, and technologically trained work-
ers, has become the location of choice for business 
processing outsourcing (BPO) functions of mul-
tinational clients (Kripalani, Engardio, & Hamm, 
2003; Pio, 2007). The proliferation of outsourcing to 
India has resulted in robust GDP growth rates that 
place great demands on this emerging economic 
power (Budhwar, Varma, Singh, & Dhar, 2006; 
“Emerging-market indicators,” 2005). Indian BPO 
firms often serve a broad spectrum of client firms 
including market research agencies, consulting 
Published in Human Resource Management 49:3 (May–June 2010), pp. 457– 476; doi: 10.1002/hrm.20355  
Copyright © 2010 Wiley Periodicals, Inc. Used by permission. http://www.interscience.wiley.com   
Managing BPO Service Workers  
in India: Examining Hope on 
Performance Outcomes 
Gwendolyn M. Combs, Rachel Clapp-Smith, and Sucheta Nadkarni 
Corresponding author — Gwendolyn M. Combs, Associate Professor of Management, College of Business 
Administration, University of Nebraska–Lincoln, 274 CBA P.O. Box 880491, Lincoln, NE 68588-0491; tel 
402 472-3915, fax 402 472-5855, email gcombs2@unl.edu 
Abstract
Much attention has been given to the explosion in business process outsourcing (BPO) opera-
tions in India. Little concern, however, has been paid to the performance of Indian service work-
ers in these fast-paced and sometimes turbulent environments. Using a sample of 160 service 
workers from a privately held BPO firm in India, we examine the relationship between Indian 
service workers’ hope and their performance outcomes. Regression and structural equation 
model analyses indicated a significant positive relationship between Indian service workers’ lev-
els of hope and their performance. These promising results highlight the importance of measur-
ing and managing employee hope to maximize employee productivity and performance. By effec-
tively developing and managing levels of employee hope, Indian BPO firms can effectively combat 
employee problems such as attrition, stress, and burnout that have plagued the BPO industry. 
Hope may also help mitigate the influence of aspects of Indian culture on human resource man-
agement practices in Indian BPOs.  
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firms, investment banks, legal firms, pharmaceuti-
cals, and automotive companies (Budhwar, Luthar, 
& Bhatnagar, 2006; Thite & Russell, 2009). India is a 
dominant offshore BPO service provider, account-
ing for 75% of offshore delivery value (Nag, 2004), 
with total 2006–2007 export revenue of $8.3 billion 
(Raman, Budhwar, & Balasubramanian, 2007). 
The increased demand for business process op-
erations has created a high-velocity industry where 
change can be sweeping and ongoing (Srivastava, 
2009). Additionally, India stands as a prominent 
prototype for integrating foreign workers into the 
competitive strategy of U.S. organizations (Pio,
2007). As Indian workers be-
come more entrenched and con-
nected to foreign organizations, 
it is important for both the cli-
ent firm and the BPO opera-
tion to identify applicable hu-
man resource development and 
high performance management 
practices (Budhwar & Sparrow, 
2002; Evan et al., 2002). 
From a human resource man-
agement (HRM) perspective, it 
is important to determine fac-
tors that have high potential to 
influence the productivity of In-
dian BPO workers involved in 
the expanding, high-flux out-
sourcing sector (Budhwar, 
Varma et al., 2006). Moreover, 
it is critical to ascertain the de-
velopmental nature of such fac-
tors in order to sustain employ-
ees’ productive capacity and
replicate positive performance (Khandekar & 
Sharma, 2006). To be strategic, HRM practices 
must align with and fundamentally support orga-
nizational performance and profitability both do-
mestically and internationally (Panayotopoulou et 
al., 2003). 
Central to developing performance-based HRM 
practices is the need to examine employee psy-
chological constructs that have been linked to em-
ployee performance, productivity, and satisfac-
tion. Several psychological constructs are reflected 
as positive strengths that can help individuals opti-
mize situational outcomes (Seligman & Csikszent-
mihalyi, 2000; Snyder, 2000). How employees man-
age potentially negative components of their work 
environments can be impacted by their individ-
ual capacity to identify and develop strengths to 
overcome potentially negative workplace charac-
teristics (Luthans, 2002a, 2002b). Additionally, un-
derstanding cognitive interpretations of cultural 
norms is important to developing and implement-
ing effective HRM practices (Budhwar & Sparrow, 
2002). By understanding and managing these per-
formance-related psychological constructs, Indian 
BPO firms may effectively boost organizational 
performance by reducing HRM problems such 
as employee attrition, turnover, stress, and burn-
out (Khandekar & Sharma, 2006). We propose that 
one such psychological construct—hope—has been 
linked to performance but has been overlooked as 
a resource for HRM practices in India. 
Hope is one of several psychological strengths 
that have been linked to employee performance 
and satisfaction with both U.S. samples (Luthans, 
Avolio, Avey, & Norman, 2007; Youssef & Luthans, 
2007) and Chinese samples (Luthans, Avey, Clapp-
Smith, & Li, 2008; Luthans, Avolio, Walumbwa, & 
Li, 2005). As presented later in more detail, we se-
lected hope for this study because it describes crit-
ical performance determinants as goal formation, 
persistence toward accomplishing goals, and pos-
itive affective responses to meaningful life expe-
riences (Luthans, 2002a, 2002b; Luthans, Youssef, 
& Avolio, 2007). These factors are especially rel-
evant to the Indian BPO context, which is char-
acterized by factors that are likely to both inhibit 
(e.g., psychological stress due to language and cul-
tural barriers) and enhance (e.g., high growth lev-
els and job opportunities) employee hope. By effec-
tively managing employee hope, BPO firms could 
possibly reduce the high level of employee attri-
tion that has plagued India’s changing BPO in-
dustry. Consequently, elements of employee hope 
could be important to sustaining performance in 
the Indian BPO industry. Studies on hope (S. J. Pe-
terson & Luthans, 2003) suggest the importance of 
the construct as a critical influence on employee 
performance.
Research on 
hope and other 
positivity constructs 
must move from 
an ethnocentric 
perspective to a 
broader base of 
cultural experiences 
and expectations. 
(Budhar & Sparrow, 
2002).
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The purpose of this study, therefore, is to ex-
plore the relationship of Indian service workers’ 
hope and their performance outcomes as reflected 
by commission and supervisor performance rat-
ings. This study also contributes to our under-
standing of hope in new cultural domains and its 
global relevance for developing human resources 
and sustaining high impact performance. 
More generally, identifying high performance 
human resource practices and their applicability for 
diverse employee backgrounds is vital to the con-
tinued success of emergent market sectors in India 
(Martin & Beaumont, 1998; Pio, 2007). To establish 
the utility of hope as a valid performance indicator 
in global work environments, the generalizability 
of the construct across domains and cultures must 
be examined further (Snyder & Lopez, 2002). Except 
for the few previously cited Chinese studies, inves-
tigating the relationship of employee hope to per-
formance has been limited to a Western (primarily 
U.S.) context. Research on hope and other positivity 
constructs must move from an ethnocentric perspec-
tive to a broader base of cultural experiences and ex-
pectations (Budhwar & Sparrow, 2002). 
India, with its global presence in BPO markets 
and research and development centers, provides 
an important context to consider the extent, type, 
and depth of the relationship between hope and 
performance in other (non-Western and non-U.S.) 
cultures and settings. Specifically, examining hope 
in a sample of Indian service workers can contrib-
ute to the generalizability of the construct and its 
impact on performance. Additionally, the Indian 
sample allows us to examine hope within the con-
text of different political structures, religious val-
ues, and economic systems (Budhwar & Spar-
row, 2002; House & Javidan, 2004). Implications 
for global managers and future directions are pre-
sented and discussed. 
The Indian Cultural Context 
Important to the findings of this study are the 
contextual and environmental factors that may 
bear on the function of hope in India. Prior to dis-
cussing the theoretical foundation of hope, we 
first provide a brief overview of India and the im-
portance that hope may have in this dramatically 
emerging global market. 
One of India’s greatest resources is its popula-
tion of more than one billion people, growing at 
a rate of 1.9% yearly (Budhwar, 2001). A slight 
majority (61%) of the population is literate (CIA 
World Factbook, 2009), although such literacy 
rates are unevenly distributed because some re-
gions boast literacy rates of more than 90% and 
others fall below 40% (Budhwar, 2001). Fourteen 
percent of the population takes advantage of the 
country’s advanced educational system (Tho-
rat, 2006). Despite these low overall literacy and 
higher education rates, given the population size 
of India, the country produces “the largest pool 
of scientific and technical personnel in the world” 
(Budhwar, 2001, p. 556). 
The large population with its large pool of sci-
entific and technical personnel has fueled GDP 
growth rates in India that have led the World Bank 
to forecast India as the fourth largest economy by 
2020 (Budhwar, 2001). GDP growth rates over the 
past 10 years, however, have been unstable, dip-
ping below 5%, while also reaching above 9% (In-
dex Mundi, 2009). In addition to vacillating growth 
rates, India also suffers from limited participation 
from a large potential workforce pool that could 
contribute to more sustained growth in India’s 
most lucrative sector: technology services. This 
potential drain on human capital may have nega-
tive implications for sustainable growth in this im-
portant and powerful industry sector (Pio, 2007). 
Within this context, therefore, the ability to de-
velop the construct of hope as a means to grow hu-
man resources and improve performance should 
be of great importance to economic and busi-
ness decision makers and leaders of multinational 
corporations. 
India’s population is linguistically and reli-
giously diverse. For example, although the Indian 
constitution officially recognizes 16 languages, 
across the country, 179 languages are spoken, rep-
resenting 544 dialects (Budhwar, 2001). The pri-
mary religious groups of Hindus, Muslims, Sikhs, 
Jains, and Buddhists (Budhwar, 2001) demon-
strate India’s religious diversity. Although Eng-
lish and Hindi are common languages, India is in 
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the unique position of using English for nearly all 
business interactions (Pio, 2007; Singh, 1990). This 
English language factor, inclusive of a core of the 
scientifically and technically trained personnel, 
contributes to India’s attractiveness in the global 
economy (Budhwar, 2001). 
Context or cultural environment has a tremen-
dous impact on individuals’ attitudes, behav-
iors, and performance (Budhwar & Sparrow, 2002;
Miller, 2003). Several stud-
ies have attempted to catego-
rize cross-country differences 
according to specific dimen-
sions (Hofstede, 1980; House & 
Javidan, 2004; Trompenaars & 
Hampden-Turner, 1998). Other 
studies have more definitively 
considered the historical, politi-
cal, economic, religious, and so-
cial structures that influence atti-
tudes and behaviors, which may 
affect performance (Chang & 
Birtch, 2007; Chong, 2008; R. M. 
Peterson, Dibrell, & Pett, 2002). 
The GLOBE Study (Gupta, 
Surie, Javidan, & Chhokar, 
2002) of countries in the South-
east Asia cluster identified high 
group collectivism, power dis-
tance, and humane orienta-
tion as prominent societal 
practices. India mirrors these 
practices closely, although scor-
ing slightly lower on humane 
orientation. These dimensions 
may explain the region’s ten-
dency to be group oriented and 
hierarchical. For example, in In-
dia, power distance may quickly 
be understood when one consid-
ers the stratification of the caste 
system and the country’s long 
history of invasion and submis-
sion to outside powers (Gupta
et al., 2002; Pio, 2007). While the dimensions of 
power distance, group collectivism, humane orien-
tation, and gender egalitarianism describe the cur-
rent practices of the Southeast Asian cluster, the 
GLOBE Study also identified values that represent 
managers’ preferences for their countries’ practices. 
In other words, the practices capture a snapshot of 
the culture “as is,” whereas the values characterize 
projections of what “should be” (Gupta et al., 2002). 
High performance orientation, future orientation, 
group collectivism, humane orientation, and low 
power distance represent the value preferences for 
organizational practice. India closely mirrors the 
cluster, scoring slightly higher on performance ori-
entation and lower on power distance, indicating 
that these values are becoming increasingly impor-
tant for contemporary managers in India (Chang & 
Birtch, 2007; Khandekar & Sharma, 2006). 
The desire to increase performance orienta-
tion and decrease power distance in the context 
of India’s environment may be influenced posi-
tively by concerted efforts to develop high levels of 
hope (that is, attention to forming and implement-
ing goals). The potential for hope to positively im-
pact performance may play a significant role in sus-
taining the emergent BPO market in India (Youssef 
& Luthans, 2007). More specifically, the ability to 
build willpower and identify pathways, as the hope 
construct suggests, may significantly influence In-
dian workers’ ability to move toward performance 
orientation and to perform within the contextual 
climate described by the preferred values identi-
fied for India’s continued robust economic devel-
opment. Finally, hope may enable Indian managers 
to develop workers who will persist in overcom-
ing constraints set by high power distance and low 
gender egalitarianism cultural dimensions. 
Theoretical Foundation and Study 
Hypotheses 
Hope is rooted in the positive psychology move-
ment (Seligman, 1998, 2003; Seligman & Csik-
szentmihalyi, 2000; Sheldon & King, 2001; Snyder 
& Lopez, 2002) and contributes to positive orga-
nizational behavior (POB) (Luthans, 2002a, 2002b, 
2003). Positive psychology stresses optimal human 
functioning, focusing on positive psychological 
states that include hope (Snyder, 2000). Applying 
hope and other positive constructs to organiza-
The ability to build 
willpower and 
identify pathways, 





to move toward 
performance 
orientation and 
to perform within 
the contextual 
climate described 
by the preferred 




maNagiNg bpo serviCe Workers iN iNdia: examiNiNg hope oN performaNCe outComes   461
tions, Luthans (2002b) defined POB as “the study 
and application of positively oriented human re-
source strengths and psychological capacities that 
can be measured, developed, and effectively man-
aged for performance improvement in today’s 
workplace” (p. 59). 
To be included in this conception of POB, con-
structs must meet the specific criteria of being 
positive, strengths-based, and unique to organi-
zational behavior with strong theoretical and re-
search support. Most importantly, the construct 
must be state-like and have the potential for devel-
opment (Luthans, 2002a, 2002b, 2003). The hope 
construct meets these criteria. For example, hope 
(Luthans et al., 2005; S. J. Peterson & Luthans, 
2003) was found to be significantly and positively 
related to employees’ performance outcomes in 
several contexts. For example, Luthans and Jensen 
(2002) found that entrepreneurs who scored high 
on hope had higher levels of ownership satisfac-
tion. Similarly, Adams, Snyder, Rand, King, Sig-
mon, and Pulvers (2005) found that firm profitabil-
ity, employee commitment, and satisfaction were 
related positively to levels of hope. Additionally, 
Luthans, Avey, Avolio, Norman, & Combs (2006) 
demonstrated the malleability of hope to devel-
opment. Specifically, hope is considered an im-
portant source of organizational competitive ad-
vantage and can be developed and managed to 
facilitate high impact work performance. The pro-
posed relationship of hope to performance has 
critical importance for performance management, 
organizational sustainability, and employee devel-
opment (Youssef & Luthans, 2007). 
Hope as a Human Resource Capability 
Hope may have both long- and short-term im-
pacts on performance. Increasingly, organizations 
have recognized that true and sustained competi-
tive advantage results from effectively acquiring 
and developing human resources (Kossek & Block, 
2000). Human resources have been recognized to 
consist of both human capital and social capital. 
Human capital includes knowledge, skills, abili-
ties, and experiences that individuals call upon to 
accomplish tasks (Dessler, 2000). Social capital re-
fers to the individual’s ability to navigate the inter-
personal context of his or her environment (Adler 
& Kwon, 2002). While these two components are 
necessary to our understanding 
of the antecedents of employee 
performance, they are not suffi-
cient. In particular, they fall short 
of describing the complex cogni-
tive processes that influence de-
veloping human capital or engag-
ing social capital as mechanisms 
of performance impact. Going be-
yond human and social capital, 
hope focuses on critical cognitive 
processes that can either assist or 
impede employee capabilities to 
leverage talents to influence suc-
cessful work performance (Lu-
thans & Jensen, 2002; Luthans 
& Youssef, 2004). Moreover, the 
proposed developmental nature 
of hope provides organizations 
with an expanded repertoire to 
drive employee performance im-
provement and organizational 
profitability (Luthans et al., 2006). 
Thus, the hope construct and its 
potential impact on human capi-
tal assessment and development 
should be important to organiza-
tions seeking to optimize human 
resource management and hu-
man resource development. 
The Hope Capacity 
Two dimensions of hope, 
agency and pathways, describe 
how individuals identify and 
achieve goals. Snyder (2000) de-
scribed agency as the motivation 
or willpower to work toward a 
goal. Agency encompasses the 
desire to develop goals and the 
commitment to work toward accomplishing goals. 
Pathways, or way power, refer to strategies for 
achieving goals. They represent the repertoire 
Going beyond human 
and social capital, 
hope focuses on 
critical cognitive 
processes that can 
either assist or 
impede employee 
capabilities to 
leverage talents to 
influence successful 
work (Luthans 
& Jensen, 2002; 
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of strategies that can be identified to accomplish 
goals successfully. Those with high hope will have 
the ability to set appropriate goals and find alter-
native paths of action to obtain desired outcomes. 
Hope has been positively associated with academic
achievement (Snyder, Wiklund, 
& Cheavens, 1999), athletic per-
formance (Curry & Snyder, 2000), 
preventing and recovering from 
physical illness (Irving, Snyder, 
& Crowson, 1998; Snyder, Feld-
man, Taylor, Schroeder, & Adams, 
2000), coping with disability (El-
liott, Witty, Herrick, & Hoffman, 
1991), and psychological adjust-
ment (Snyder, Cheavens, & Mi-
chael, 1999). More specific to this 
study, in a two-staged study of 
POB constructs, Youssef and Lu-
thans (2007) found significant pos-
itive relationships between hope 
and employee performance, job 
satisfaction, and happiness. In 
spite of diverse applications of 
hope, few studies (S. J. Peterson & 
Luthans, 2003; Youssef & Luthans, 
2007) have empirically examined 
the association of hope and work-
place performance. Even fewer 
studies (Luthans et al., 2005; Lu-
thans et al., 2008) have empirically 
investigated the relationship of 
hope to performance in non-West-
ern settings. 
As mentioned, hope has been 
explored in work settings re-
garding its potential impact on 
employee behaviors and orga-
nizational outcomes (Nelson & 
Cooper, 2007; Sheldon & King, 
2001). In this study, we selected 
hope as the construct of inter-
est for several reasons. First, the 
delineation of hope into two interacting compo-
nents of cognitive strategies (agency and path-
ways) is associated with mechanisms by which in-
dividuals can interact with their environments by 
both inducing goal formation and generating alter-
native strategies for accomplishing goals (Snyder, 
2000). Second, while some positive constructs have 
been presented as being domain specific, hope can 
be leveraged across life and work domains (Lu-
thans & Jensen, 2002). Finally, in terms of cognitive 
and behavioral activation, individuals high in hope 
will tend to approach or move toward forming 
positive goals rather than focus on avoiding neg-
ative outcomes (Snyder, Tran, Schroeder, Pulvers, 
Adams, & Laub, 2000). Indian BPO firms comprise 
a critical and major component of the country’s 
current and future economic growth (Raman et al., 
2007). As an emerging market, India’s BPO organi-
zations are experiencing high volatility and transi-
tion (Mody, 2004). Worker attrition and stress-re-
lated complaints have been widely demonstrated 
in Indian BPOs (Budhwar, Varma et al., 2006; Tay-
lor & Bain, 2005). We suggest that the goal-directed 
nature and strategy focus of hope are what Indian 
service workers may need to sustain current per-
formance and promote effective coping in the vol-
atile environment of emerging markets and the 
work structures of BPO organizations. 
The state-like nature of hope suggests that indi-
vidual responses of this variable are dynamic and 
changeable, thus making it amenable to develop-
ment (Luthans & Youssef, 2004; Snyder, Sympson, 
Ybasco, Borders, Babyak, & Higgins, 1996). Also 
important to the utility of hope is its demonstrated 
application to workplace performance improve-
ment. The psychology literature has demonstrated 
extensive positive and significant findings for hope 
(Kwon, 2000; Seligman & Csikszentmihalyi, 2000; 
Snyder, 2000). This extensive work in clinical and 
positive psychology clearly demonstrates the pro-
gressive movement from debilitating personal be-
haviors to success in managing personal situations 
and life events. Work situations and events pose 
similar opportunities for human resource devel-
opment (Combs & Luthans, 2007; Combs, Luthans, 
& Griffith, 2008) and performance management 
(Nadkarni & Combs, 2006). 
The Relevance of Hope for the Indian BPO 
Sector 
We test our hypotheses for a small- to medium- 
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dia. Offshore BPO involves transferring the op-
erational ownership of one or more of a firm’s 
processes to an external provider from another 
country, which then manages processes according 
to predetermined metrics (Kumar, Aquino, & An-
derson, 2007). The Indian BPO sector is character-
ized by factors that may both enhance and inhibit 
employee hope. On the one hand, the Indian BPO 
sector has been experiencing phenomenal growth 
rates, with a projected annual growth rate of 60% 
(Tapper, 2004). This high growth in the BPO sector 
provides lucrative opportunities for employees in 
terms of enhancing salaries, great perquisites such 
as transportation to and from work, and subsidized 
or free meals at work (Taylor & Bain, 2005). Recent 
studies have suggested that the annual salary in-
creases of Indian BPO employees ranged from 10 
to 20 percent (Budhwar, Luthar et al., 2006). These 
lucrative opportunities are likely to enhance hope 
among Indian BPO employees by influencing the 
pathways component. 
On the other hand, recent studies have high-
lighted the stress, racial and gender abuse, and 
other problems that considerably reduce BPO 
employees’ morale (Budhwar, Luthar et al., 
2006). The Indian BPO market consists of sev-
eral types of organizations. These include cap-
tive firms, Indian third-party vendors, joint ven-
tures, Indian IT software companies, global BPO 
players, and global consultancies (Budhwar, Lu-
thar et al., 2006). The Indian BPO sector is domi-
nated by captive firms, which cater their services 
to a single or a few clients (Taylor & Bain, 2005). 
Client firms demand cost efficiency as well as 
customer service quality from such captive firms 
(Bain & Taylor, 2000), which create a stressful en-
vironment for employees (Taylor & Bain, 2005). 
Insufficient control, widespread workplace mon-
itoring, creating difficult work targets, and the 
structure or lack of time away from the job (e.g., 
breaks and rest periods) create a pressurized and 
stressful environment for employees, which often 
results in negative workplace outcomes (Deery, 
Iverson, & Walsh, 2002). Additionally, psycho-
logical stress and strain for BPO workers can be 
caused by tight and bounded work structures 
and work schedules (Hyman, Baldry, Scholar-
ios, & Bunzel, 2003) and the need for workers to 
adopt the customer accents of one or more spe-
cific clients (Taylor & Bain, 2005). This has cre-
ated high attrition rates among Indian employ-
ees. For example, Budhwar, Luthar et al. (2006) 
reported that annual turnover rates in the Indian 
BPO firms ranged from 20 percent to 80 percent. 
This high attrition rate further creates work dis-
ruptions and difficulties for remaining employ-
ees. Together, these factors are likely to inhibit 
hope among employees. 
Worker job satisfaction, commitment, absentee-
ism, attrition, and burnout are tremendous per-
formance and productivity issues for BPO firms. 
Understanding the levels of hope among BPO em-
ployees and taking efforts to improve these lev-
els can help Indian BPO firms improve employee 
work satisfaction and productivity and help re-
duce attrition and worker burnout. Several studies 
have associated hope with workplace issues that
impact worker performance. For 
example, Locke (1976) suggested 
that job satisfaction was a func-
tion of appraising current work 
and work-related conditions. 
Job satisfaction is related to but 
distinguishable from hope be-
cause hope involves assessing 
expected future positive feelings 
over future negatives (Staats & 
Stassen, 1985). Snyder (2000) in-
dicated hope was focused on fu-
ture positive events based on the 
cognitive identification of path-
ways toward positive outcomes. 
Similarly, the levels of stress Indian BPO work-
ers experience and the ability of workers to han-
dle the stress and frustration of the BPO work 
environment (Budhwar, Varma et al., 2006) may 
be affected by their levels of hope. Snyder (2000) 
found that those with hope in stressful profes-
sions perform better and exhibit higher lev-
els of satisfaction and less emotional exhaustion 
and are more likely to stay. A more recent study 
that focused on the role of hope and job perfor-
mance in a sample of 1,032 workers found that 
hope was related to job satisfaction, work happi-
ness, commitment, and performance (Youssef & 
Luthans, 2007). 
The Indian 
BPO sector is 
characterized by 
factors that may 
both enhance and 
inhibit employee 
hope.
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Indian BPO firms are plagued with high levels 
of employee attrition within the context of bureau-
cratic and tightly controlled work environments 
(Budhwar, Varma et al., 2006; Taylor & Bain, 
2005). Hope, through its link to job satisfaction 
and commitment, may also influence turnover in-
tentions (empirical proxy for turnover) and ab-
senteeism demonstrated by Indian BPO workers. 
Tett and Meyer (1993) found that job satisfaction 
was a strong predictor of intention to quit. Lum, 
Kervin, Clark, Reid, and Sirola (1998) found that 
job satisfaction had an indirect relationship on in-
tention to quit, whereas commitment had a direct 
effect on intention to quit. Based on the hope-sat-
isfaction link and research linking satisfaction to 
turnover intentions, it may follow that Indian BPO 
workers who are more hopeful will have more job 
satisfaction and demonstrate less interest in leav-
ing the organization. Although research on hope 
and absenteeism is limited, one study conducted 
by Avey, Patera, and West (2006) found that hope 
shared a significant negative relationship with vol-
untary and involuntary absenteeism. This paral-
lels research conducted by Judge (1993), which 
found job satisfaction and turnover were strongly 
and negatively related for individuals with high 
positive affect. 
Although Indian BPO firms tend to have sys-
tematic and routine performance appraisal pro-
grams, scholars have recognized worker partic-
ipation in performance management is lacking 
(Budhwar, Luthar et al., 2006). For example, Bud-
hwar, Luthar et al. (2006) report the Indian BPO 
environment for performance management is one 
that “exhibits little participation of individual em-
ployees regarding their goal setting” (p. 353). The 
numerous studies on goal setting have clearly 
demonstrated the link between forming goals and 
positive employee performance (e.g., Lee, Locke, 
& Latham, 1989; Locke & Latham, 1990). Imple-
menting the hope processes of goal setting (path-
ways) and its associated focus on strategies for ac-
complishing goals (agency) could be beneficial 
in addressing this issue. Hope requires direct in-
volvement of workers in thinking critically about 
work processes and responsibilities. Additionally, 
employees would identify strategies and obstacles 
to accomplish goals. The agency and pathways 
concepts of hope may encourage more Indian 
BPO employee participation and engagement in 
setting individual and group performance goals, 
thereby positively influencing employee and or-
ganizational performance. 
Given the research on the theoretical foundation 
of hope, the context of Indian BPO service workers, 
and the association of hope with performance out-
comes, we hypothesize that: 
Hypothesis 1: Hope of Indian BPO workers will have a 
positive relationship with performance as measured 
through direct merit-based salary (commission). 
Hypothesis 2: Hope of Indian BPO workers will have a 
positive relationship with performance as measured 
through supervisor rating. 
Study Methods 
Data were collected from a sample of 160 em-
ployees from a privately held Indian informa-
tion technology services firm. The dependent 
variables (performance measures) were obtained 
through merit-based commission and supervisor 
ratings of employee performance. Such perfor-
mance-based compensation is widely recognized 
as a measure of performance (Dessler, 2000). 
Commission plans directly dictate final compen-
sation amounts as a result of objective measure-
ment of concrete individual efforts toward pre-
established performance goals. In addition to 
commission, performance can also be measured 
based on supervisory ratings. For this study, par-
ticipants’ supervisors rated employee perfor-
mance based on a standard questionnaire pro-
vided by the researchers. 
Study Site and Sample 
We tested our hypotheses in a 500-employee 
BPO firm in Mumbai, which provided a range of 
back-office and customer support services such as 
back-office accounting, payroll, HR, and call cen-
ters as well as IT support. This firm represented a 
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“captive” structure (Taylor & Bain, 2005) typical of 
most SMEs in Mumbai. Accordingly, this firm pro-
vided exclusive services to two large multinational 
companies— one in the telecommunications sector 
and another in the banking and finance sector. 
The company has a matrix structure where em-
ployees from different functional areas are as-
signed to work in teams based on project needs. A 
hierarchy of positions exists, however, that is com-
posed of six levels. The first level, Telesales and 
Data Entry, accounted for 34 percent of the sam-
ple, followed by Software Analysts, who made 
up 32 percent. Team Leaders, the next level, rep-
resented 17 percent of the sample; Project Lead-
ers accounted for 12 percent of the sample; Senior 
Managers made up 4 percent; and 2 percent of the 
sample were Top Managers. Women compose 29 
percent of the sample. 
Procedure 
Data collection proceeded through a series of 
steps. First, we contacted the Human Resource ad-
ministrator and members of the top management 
team to explain the purpose of our study and to 
request permission to administer the survey. Sec-
ond, the Human Resource administrator sent an 
e-mail to employees introducing the study and 
encouraging voluntary participation. Third, the 
Human Resource administrator distributed cop-
ies of the survey to employees. Employees were 
given one week to complete the survey and were 
instructed to seal the envelope and return it to 
the researchers. One of the researchers physically 
collected the sealed envelopes from employees. 
Fourth, the Human Resource administrator sent 
a reminder to non-respondents and gave them an 
additional week to complete the survey. The late 
responses were also collected physically from the 
respondents. We found no significant differences 
in variables between early and late responders. 
The final sample consisted of 160 employees (32 
percent response rate). 
The survey questionnaire contained the widely 
used and standardized hope scale (Snyder, 2000). 
Completed confidential questionnaires were re-
turned to the researchers and assigned a code so 
that responses could be matched with each partic-
ipant’s performance data. Because of the respon-
dents’ English proficiency and the use of English as 
the business language of this organization, transla-
tion of the survey questionnaire was not needed. 
The questionnaire was successfully pilot tested, 
however, with a sample of the organization’s em-
ployees to ensure understanding and interpreta-
tion of the questionnaire items. 
Performance data were obtained from the first 
available assessment and calculations of commis-
sion. Supervisor ratings of participants were ob-
tained through a short questionnaire that was re-
turned to the researchers at about the time that 
participants completed the hope measure. 
Measures 
Hope 
Snyder and colleagues developed a reliable 
and valid instrument to measure hope (Snyder, 
2000). This instrument captured the two theoreti-
cal components of pathways and agency. For ex-
ample, “I meet the goals I set for myself” repre-
sents agency, whereas “I can think of many ways 
to get out of a jam” is an indicator of pathways. 
With 12 items measured on a Likert scale, this 
self-report instrument has replicated reliably in 
many environments. Responses for the 12 items 
range from 1 = “Definitely False” to 8 = “Defi-
nitely True.” Cronbach’s alpha for this study 
was  = .96. 
Commission 
Commission is a direct measure of performance 
tied to a tangible unit for each employee and cal-
culated as a variable percentage of total units spe-
cific to each job category. For example, unit sales 
up to 20,000 units have a 10 percent commission, 
and 20,000 to 100,000 units receive 15 percent, and 
so on. For support employees, commission is based 
on different levels of service requests completed or 
client problems solved. For all workers, the aggre-
gate commission is the weighted average at differ-
ent levels of performance. 
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Supervisor Ratings 
Performance based on supervisor ratings was 
obtained through a questionnaire provided by the 
researchers. This six-item survey rated aspects of 
performance such as work quality, work commit-
ment, and work efficiency on a scale of 1 to 10. 
For example, items included “Please rate the em-
ployee’s overall quality of work accomplished” 
and “Please rate the employee’s overall work effi-
ciency.” The direct supervisor of each participant 
in the study completed this questionnaire. The 
Cronbach’s alpha for the supervisor ratings mea-
sure was  = .91. 
Analyses and Study Results 
Data analysis was conducted using Pearson cor-
relation, step-wise hierarchical linear regression, 
and structural equation modeling (SEM). Step-wise 
hierarchical linear regression allows the compari-
son of nested models to understand the change in 
model fit. It was prudent to first test the indepen-
dent relationships of hope with the two dependant 
variables prior to testing overall model fit, with 
hope predicting both dependent variables (Nun-
nally & Bernstein, 1994), as is presented here with 
the structural equation model evaluation. 
Table I shows the descriptive statistics and the 
correlations for the study variables. The mean 
score for hope on an 8-point scale was 6.70 (S.D. = 
1.29). The hope scores of Indian BPO service work-
ers are comparable or slightly higher than that 
found in Luthans et al.’s (2005) study of Chinese 
factory workers. 
As shown in Table I, there is support for Hy-
pothesis 1: hope (r = 0.52, p < 0.01) showed a pos-
itive and highly significant relationship with 
performance as measured by commission. Com-
mission is the most direct measure of performance; 
therefore, these results provide strong support 
for the relationship of these Indian BPO workers’ 
hope and their performance. Examining hope via 
supervisor performance ratings, per Hypothesis 2, 
also showed a positive and significant relationship 
(r = 0.20, p < 0.01). Hypotheses 1 and 2 are thus 
supported. 
To investigate the contribution of hope to per-
formance together with gender and work experi-
ence, step-wise regression analyses for commis-
sion and supervisor ratings were conducted. Given 
the gender differentials in India (Gupta et al., 2002) 
and the potential effect of gender on hopeful atti-
tudes, controlling for this variable seemed logical. 
The duration and type of experiences acquired in 
the workplace significantly influence work expec-
tations and how an employee interprets events oc-
curring in a work environment. We also controlled, 
therefore, for work experience. Importantly, as re-
ported in Table I, social desirability did not have a 
significant relationship with any of the self-report 
items; therefore, it was not included in the step-
wise regression analysis. 
Gender and work experience were entered first 
into the regression equation. Tables II and III show 
the results of these analyses. As seen in Table II for 
Table I. Inter-Correlations Among Study Variables 
                                                         M           SD           1                2                3              4                 5 
1. Social desirability  0.54  0.14 
2. Work experience  33.76  32.76  0.03 
3. Gender    0.07  .33** 
4. Hope (8–point scale, 1–8)  6.70  1.29  0.04  0.14  0.33** 
5. Supervisor-rated performance  5.61  1.65   –0.08  0.06  0.20** 
6. Commission  0.16  0.05   –0.01  0.13  0.52**  0.44** 
N = 160. 
* Significant at 0.05 level (two-tailed). 
** Significant at 0.01 level (two-tailed). 
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commission, the F-test was not significant. This es-
tablished that gender and work experience alone 
were not predictive of performance as measured 
most objectively by commission. Table III shows su-
pervisor ratings also had a non-significant F-statistic 
with gender and work experience as predictors.  
Controlling for gender and work experience 
variables, the second step in the regression analy-
ses was to enter hope. For commission, the R2 = .28 
(p < .0001) and for supervisor rating R2 = .05 (p < 
.01). The R2 change was significant for both mea-
sures of performance, showing .26 (p < .0001) and 
.03 (p < .05) for commission and supervisor ratings, 
respectively. Because hope made a much larger 
contribution to commission than to supervisors’ 
ratings, there is evidence that agency and path-
ways of hope play a large role in achieving perfor-
mance objectives for which an employee is directly 
rewarded (merit-based pay). In the case of supervi-
sor ratings, in which the beta weight of hope was 
comparatively smaller than with commission, it 
may be that other important POB constructs also 
contribute to performance reviews. 
Post hoc analysis was conducted using a struc-
tural equation modeling (SEM) method with the 
MPlus software program. Figure 1 reflects the 
model tested. The items to measure this latent 
variable were set to predict both variables of per-
formance. When evaluating the fit of a structural 
model, scholars have suggested using a combi-
nation of the chi-square, comparative fit index 
(CFI), the root mean square error of approxima-
Table II. Step-wise Regression for Commission 
                                                     Step 1                                                                        Step 2 
                                         Beta                       t                                                     Beta                      t 
Work experience  –0.05  –0.6  –0.07  –0.975 
Gender  –0.13  –1.59  0.28  0.37 
Hope    0.54  7.463** 
Change R2    0.26** 
Overall R2  0.02   0.28 
Overall F  1.26   19.70** 
N = 160
** p < .01(two-tailed)
Table III. Step-wise Regression for Supervisor Ratings 
                                                     Step 1                                                                        Step 2 
                                           Beta                      t                                                   Beta                      t 
Work experience  –0.11  –1.35  –0.12  –1.45 
Gender  –0.09  –1.1  –0.03  –0.39 
Hope    0.2  2.41* 
Change R2    0.03* 
Overall R2  0.02   0.05 
Overall F  1.15   2.731* 
N = 160
* p < .05 (two-tailed) 
** p < .01 (two-tailed)
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tion (RMSEA), and the standardized root mean re-
sidual (SRMR) (Bentler, 1990; Hu & Bentler, 1999). 
As shown in Table IV, the chi-square statistic was 
205.487 (degrees of freedom = 88); the CFI was 
0.946 (acceptable cutoff: 0.90); RMSEA was 0.092 
(acceptable cutoff for very good fit: 0.06); and the 
SRMR was 0.037 (acceptable cutoff: 0.08). Specifi-
cally, the CFI and SRMR both indicate an accept-
able fit, per Hu and Bentler’s (1999) guidelines. The 
RMSEA does not fall within the general level of ac-
ceptable fit; however, Hu and Bentler (1999) ar-
gued that acceptable indices in two of these three 
fit indicators provide evidence of a reasonable fit 
of the overall model. The paths of the relationship 
to the two performance variables were statistically 
significant with betas of 0.226 (p < .01) with perfor-
mance ratings and 0.544 (p < .001) with commis-
sion, which is consistent with the step-wise regres-
sion results. 
Discussion 
The purpose of this study was to demonstrate 
the relevance of hope to performance outcomes 
for Indian service workers in the BPO industry. 
We found that hope related positively to employ-
ees’ supervisory performance ratings and perfor-
mance-based commission that employees earned. 
These results provide major theoretical contribu-
tions to research on hope as well as research on the 
BPO industry. 
A major theoretical contribution of this study is 
the generalizability of findings to the Indian cul-
ture. Recent studies have called for examining 
the cross-cultural relevance of major psychologi-
cal constructs (Luthans et al., 2005). In this study, 
we tested whether the positive organizational be-
havior (POB) construct of hope influences perfor-
mance in cultures (India) other than the U.S. and 
China. This study extends the findings of Luthans 
et al.’s (2005) study of Chinese factory workers by 
testing the relationship not only in a new cultural 
context, but also in an industry in which these re-
lationships have not yet been tested. Moreover, 
this study’s positive relationship of hope to perfor-
mance in a sample of Indian BPO service workers 
extends the potential application of positive orga-
nizational behavior to more than low technology, 
manufacturing environments. Examining relation-
ships of constructs across cultures not only vali-
dates these constructs, but also improves our the-
oretical understanding of these constructs. Again, 
we found that in the non-Western cultural context 
of India, hope was positively and significantly re-
Table IV. Structural Equation Modeling Fit Indices 
                                                                                Fit Value 
Chi-square  205.487 (Df = 88) 
CFI  0.946 
RMSEA  0.092 
SRMR  0.037
Figure 1. Hypothesized model with structural equation path weights
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lated to two commonly used measures of employee 
performance, commission and supervisor ratings. 
The application of hope in non-Western cultures 
(China and now India) offers incentives to further 
test positive organizational behavior constructs in 
cross-cultural settings. 
  Another theoretical contribution, especially 
for the BPO industry, is to link hope to non-pro-
ductive aspects of organizational environments. 
The counter-productive challenges (Hyman et al., 
2003) workers faced may influence lesser levels of 
performance. From this study, we might infer re-
lationships between counter-productive factors 
(e.g., burnout) and components of the hope con-
struct. Although the study did not directly exam-
ine the relationship between hope and these coun-
ter-productive elements of the Indian BPO work 
environment, there may be potential connections 
among hope, the ability to manage counter-pro-
ductive work situations, and performance. Addi-
tionally, workers from the Indian BPO industry 
must interact with people from different cultures. 
Understanding how hope might influence the be-
haviors of people from different cultures can help 
these firms develop practices that can improve 
customer support and organizational competitive 
advantage. 
This study was conducted in the context of In-
dian workers in the BPO global markets. The so-
cial and political conditions of India and the 
working conditions BPO workers experience give 
rise to examining the methods and mechanisms 
that may enhance individual and organizational 
performance. Performance issues are seriously 
impacted by overarching characteristics of the 
work environment including high levels of attri-
tion, low job satisfaction and commitment, a high 
degree of worker burnout, and concerns for effec-
tive work-life balance (Hyman et al., 2003; Tay-
lor & Bain, 2005). In this study, hope is shown to 
be highly related to performance as measured by 
commission and supervisor ratings. In essence, 
for workers higher levels of hope are associated 
with higher performance. Thus, the issues nega-
tively affecting performance in the BPO settings 
may be reduced or alleviated by increasing work-
ers’ hope. 
The agency (goal formation) and pathways 
(identifying strategies for accomplishing goals) 
components of hope may allow Indian BPO work-
ers to generate goals to circumvent the more nega-
tive aspects of their work environment. Addition-
ally, workers will be able to anticipate and prepare 
for obstacles by assessing alternative paths. This 
process will permit workers to not become sty-
mied by, or stuck in, a particular response mode 
to obstacles. Such obstacles could be factors such 
as rigidity in work schedules and bounded work 
structures. High-hope BPO work-
ers can envision attaining goals 
even when faced with goal blocks 
that could impede performance. 
We suggest that high-hope Indian 
BPO workers can develop goals 
and goal-attainment strategies 
that may allow them to engage or 
act on the work environment to 
increase their job satisfaction, re-
duce attrition, and reduce job-re-
lated stress. 
Indian BPO workers charac-
terize their work environment 
as one of excessive pressure and 
lack of control. Hope may stimu-
late perceptions of, or provide ac-
tual control of, work outcomes. 
Feelings of increased psycho-
logical control may reduce pres-
sure associated with tight perfor-
mance targets. Perceived lack of 
control of work and family life 
due to highly scripted and pre-
scribed work behaviors and long 
and egregious extensions of work hours (Hyman et 
al., 2003) may be positively influenced through the 
pathways component of hope. Additionally, set-
ting realistic goals and assessing strategies for at-
taining those goals may result in opportunities for 
enhanced employee voice in work design, includ-
ing more worker input into how Indian BPO em-
ployees might more effectively perform their jobs. 
Luthans et al. (2006) demonstrated, through highly 
focused micro-interventions, the capacity to de-
velop agentic and pathways thinking. The length 
We suggest that 
high-hope Indian 
BPO workers can 
develop goals and 
goal-attainment 
strategies that 
may allow them to 
engage or act on the 
work environment 
to increase their job 
satisfaction, reduce 
attrition, and reduce 
job-related stress.
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of the micro-interventions would align with short 
BPO training cycles. For example, Combs et al. 
(2008) suggested that the microintervention model 
could be applied to the prior training, regular skill 
training, and competency- based training to in-
crease employee motivation to engage in train-
ing. Applying the micro-intervention may increase 
learning during training and enhance the trans-
fer of training. This type of intervention strategy 
could give workers effective coping mechanisms 
to handle the negative elements of their work 
environments. 
From a country culture perspective, as the 
world’s second most populous country, India has 
the human capital and resources to achieve sustain-
able growth and emerge as an important contribu-
tor to the global economy (Khandekar & Sharma, 
2006; Pio, 2007). Several obstacles, however, poten-
tially stand in the way of India’s sustainable global 
competitiveness. Issues such as wide dispersion in 
literacy rates and being among the lowest ranked 
countries on the Human Development Index may 
provide formidable challenges for the economy’s 
ability to forge ahead (Pio, 2007). Furthermore, as 
the GLOBE Study (Gupta et al., 2002) reported, cul-
tural practices may be incongruent with desired 
cultural values, pointing out India’s need to de-
velop human capacity. 
From a national perspective (e.g., GDP growth 
rates), the benefit of hope might be found in the 
plight and circumstances of nonurban and caste-
specific citizens who must compete for educa-
tional and economic opportunities under un-
favorable odds (Budhwar & Sparrow, 2002). 
Recognizing and developing hope for these mar-
ginalized groups could increase the probability 
and reality of higher education, thereby allowing 
India to sustain its global competitive advantage 
in engineering and technology innovation. Par-
ticularly telling in this study was the strong rela-
tionship of hope with the most objective measure 
of performance: commission. Such outcomes in-
dicate that individuals can control their perfor-
mance and approach to job tasks. By developing 
personal resources of hope (agency and path-
ways), individuals may accelerate their perfor-
mance and thereby improve their personal, so-
cial, and economic situations. Furthermore, hope 
can be developed in human resource practices to 
enhance worker productivity and bridge current 
and future human resource capital requirements 
for Indian service workers (Khandekar & Sharma, 
2006). 
On an organizational level, BPO and other mul-
tinational organizations that either staff facilities 
or enter alliances with other firms would do well 
to examine the utility of hope for acquiring, inte-
grating, and developing their human resources. 
Strategic human resource practices must not only 
examine the impact of performance factors on or-
ganizational profitability (Budhwar, Luthar et al., 
2006; Dessler, 2000), but also seek to determine 
how positive performance influences are created 
(Wright, Gardner, & Moynihan, 2003). Hope could 
be used in the recruiting and selecting processes 
for Indian BPO firms to identify applicants who 
are highly motivated toward forming and attaining 
goals. Hope might also establish alternative path-
ways and strategies for attaining goals and have 
direct and positive approaches for adjusting to the 
pressures and psychological stressors of the BPO 
work environment. 
For global organizations, strengths in hope 
could positively influence adjustment to novel sit-
uations and diverse work groups. Geocentric hu-
man resource models are important elements 
of global organizations (Evan et al., 2002). Yet a 
unique mix of different cultures and perspectives 
can infuse conflict and ambiguity into the work 
setting (McGowan, 2004). Indian BPO workers are 
required to adjust to the client organization’s cus-
tomer base and often must mimic the accent of the 
client’s customers (Taylor & Bain, 2005). This can 
result in ineffective emotional interactions and de-
bilitating emotional labor for employees (Hyman 
et al., 2003). As Indian workers begin to interface 
with different cultures and integrate Indian and 
other cultural perspectives, individual propensity 
for hope may help ameliorate potential problems 
and positively influence performance outcomes 
(Nelson & Cooper, 2007). 
In general, this study’s findings contribute to the 
complexity of understanding human nature and 
the factors that drive performance. Given this com-
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plex world, however, it is important to note that 
hope may illuminate individual differences in pat-
terns of employee development and outcomes (Lu-
thans & Jensen, 2002). The results of hope across 
two measures of performance make a strong case 
for its consideration in developmental activities di-
rected toward improving performance and increas-
ing productivity in general and toward Indian BPO 
workers in particular. 
Practical Implications 
The positive relationship of hope with employee 
performance suggests that hope is a valuable psy-
chological resource that can be used to develop ef-
fective HRM practices. There are several impli-
cations of this study for HRM practices in Indian 
BPO firms; below we present several applications. 
Managing and developing human capital ap-
pear to be at the center of emerging problems in 
the Indian BPO sector (Budhwar, Luthar et al., 
2006; Sparrow & Budhwar, 1997). Human re-
source development (HRD) seems to be the pre-
ferred perspective over human resource man-
agement. Given this HRD focus, Sparrow and 
Budhwar (1997) suggested that a developmen-
tal model for improving human capital would fit 
well in addressing career and human capital is-
sues in the Indian BPO workforce. The authors re-
fer to the Indian conceptualization of HRD/HRM 
as being metaphysical with a focus on general as-
sumptions about people; for example, the indi-
vidual as a free being and the individual’s urge 
for self-fulfillment and growth potential (Spar-
row & Budhwar, 1997). From an overall HRD/
HRM strategy perspective, hope could enhance 
both employee skill development and organiza-
tional competitiveness through its focus on form-
ing short- or long-term goals. For example, ca-
reer development requires the ability to identify 
aspirations, career-related objectives, and meth-
ods/mechanisms to ensure career objectives are 
attained successfully (Gomez-Mejia, Balkin, & 
Cardy, 2009). Similarly, growth potential can be 
enhanced through recognizing and discovering 
alternative pathways and configurations for ac-
centuating individual growth. The hope construct 
focuses on the individual and his or her ability to 
envision and enact his or her own success. In this 
regard, Indian BPO managers can use hope as a 
tool to enhance workforce creativity and to posi-
tively influence organizational innovation. 
Bonuses and other forms of compensation are 
associated, in part, with worker performance and 
skills. Budhwar, Luthar et al. (2006) reported the 
use of individualized bonuses for junior-level man-
agers. Individuals at this level work most closely
with employees and have a great 
impact on the drivers of success 
for Indian BPOs. Implementing 
hope has the potential to assist ju-
nior-level managers in identify-
ing work goals that can directly 
influence the work of employ-
ees who have direct contact with 
customers and clients. Not only 
can hope provide a basis for for-
mulating strategy for junior-level 
managers, but junior-level man-
agers may also transfer acquired 
skills in goal setting and formu-
lating strategy to the employees 
they manage. 
Developing and measur-
ing interventions to boost lev-
els of hope in employees may 
help Indian BPO firms combat 
psychological problems such as 
employee stress and burnout. Im-
proving levels of hope may also 
help reduce the employee attri-
tion that has plagued the Indian 
BPO industry. Improvements 
in these problem areas should 
considerably improve client satisfaction, reduce 
work disruptions, and improve firm performance. 
The developmental nature of hope affords the op-
portunity to establish and implement micro-in-
terventions to focus on enhancing these positive 
strengths (Combs et al., 2008; Luthans et al., 2006). 
This type of intervention may improve the hu-
man resource capacities of BPO firms to create, in-
novate, and sustain competitive advantage across 
cultural environments where differences in societal 
The results of 
hope across two 
measures of 
performance make 








general and toward 
Indian BPO workers 
in particular.
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norms and organizational practices can severely 
influence individual job performance. For example, 
as Indian BPO employees interact with client cus-
tomers from different cultures with the associated 
plurality of customer service expectations, having 
the opportunity to develop and explore alternative 
strategies to meet customer needs may reduce or 
eliminate worker burnout and psychological stress 
that can influence attrition. Additionally, the abil-
ity to balance work/life issues effectively could 
benefit from this type of strategy-building process, 
which, in turn, could positively influence worker 
productivity and job satisfaction. 
The culture, belief systems, 
values, and norms operating in 
a society have a considerable im-
pact on the operationalization of 
HRM practices (Budhwar & Spar-
row, 2002). The normative struc-
ture of national culture can also 
influence employee attitudes 
and behaviors about work and 
work-related processes (Spar-
row & Budhwar, 1997). For exam-
ple, Sparrow and Budhwar (1997) 
conducted a comparative analy-
sis of HRM practices in 13 coun-
tries including India. In exam-
ining nine specific HRM factors, 
they revealed low scores for India 
on structural empowerment (e.g., 
high performance work systems), 
accelerated resource develop-
ment (e.g., establishing multiple/
parallel career paths, rewards for enhancing 
skills), and efficiency emphasis (e.g., specifica-
tion of organizational directives, employee self-
monitoring and adjustment). Components of the 
Indian culture, and therefore the Indian BPO or-
ganizational culture, reflect the low measure of 
these three HRM factors. What might be needed 
to improve these three HRM processes are more 
empowered workers who have the ability to self-
monitor and who possess a desire and ability to 
enhance skills and career aspirations. Employ-
ees would need to engage in self-examination and 
self-regulate behaviors. The agentic nature of the 
hope construct could prepare Indian BPO work-
ers to engage in more participative styles and 
to monitor their personal career growth needs. 
A more systematic movement to these types of 
HRM process through training and developmen-
tal interventions to build employee hope may 
mediate the Indian BPO problems with attrition 
and workplace stress, which potentially impede 
worker productivity. Additionally, the practice in 
India of giving over HRM functions to line man-
agers (devolvement) (Budhwar & Sparrow, 2002) 
makes a more empowered workforce even more 
necessary. 
Limitations and Conclusions 
This was not an experimental study; therefore, 
no causal interpretations can be made about the ef-
fect of hope on workplace performance. The strong 
correlations and multiple regression results, how-
ever, provide at least preliminary evidence of sig-
nificant performance impact. 
The two measures of performance provided 
strength to the study. The more direct and objec-
tive commission measure of performance was ef-
fective in identifying individual performance, 
and the results indicated a very strong relation-
ship. Supervisor ratings were also significantly 
related to hope. Although the performance mea-
sure of supervisor rating was moderate and not so 
strong as commission, the measure was found to 
be reliable. This provides evidence that supervi-
sors might rate performance based on behaviors 
other than those that directly impact tangible out-
comes. While hope likely influences these behav-
iors, it has a much stronger orientation toward the 
behaviors that directly create a path to the desired 
goal. 
We hypothesized direct effects of hope on per-
formance. Given the different forms of perfor-
mance measured and the most powerful results 
stemming from objective measures of performance 
(commission), however, a future research ques-
tion may be to examine what, if any, intervening 
processes influence performance. For example, to 
what degree is hope associated with self-regulating 
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mance, particularly objective performance, either 
partially or fully? 
Through the relationship of hope to perfor-
mance, this study directly supports positive orga-
nizational behavior (Luthans, 2002a, 2002b, 2003) 
and indirectly psychological capital (Luthans et 
al., 2006; Luthans & Youssef, 2004). Hope has been 
found to be developmental in nature (Luthans 
et al., 2006). Therefore, an important implication 
of this study is that hope might be strengthened 
within individuals and provide a mechanism 
for Indian BPO organizations to significantly re-
duce work environment stress, employee attri-
tion, and burnout (Budhwar, Varma et al., 2006), 
thereby enhancing employee and organizational 
performance. Snyder (2000) has contributed to the 
guidelines for building hope. More recently, Lu-
thans et al. (2006) provided more details for spe-
cific micro-interventions for developing hope and 
other BPO constructs. 
This study demonstrates the positive and signif-
icant relationship between hope and two common 
yet different measures of work performance in an 
Indian services firm that fits the context of the In-
dian BPO market segment. Using such a segment 
of Indian service workers adds to the generalizabil-
ity of hope to performance across cultures and in-
dustries. The results indicate that high-impact per-
formance in Indian BPOs and potentially other 
emerging markets might be influenced by devel-
oping human resource psychological capacities for 
forming goals, formulating strategy for implement-
ing goals, and identifying alternatives or contin-
gencies for accomplishing goals. Developing and 
leveraging hope in Indian BPO workers, therefore, 
may be a sustainable method for increasing perfor-
mance. Emphasizing and developing the hope con-
struct may increase economic and personal growth 
in the Indian BPO markets and find applicability 
across different cultural work environments. 
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